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BY THE COMPTROLLER GENERAL

Report To The Congress

OF THE UNITED STATES

Improvements Made, Some Still
Needed In Management Of
Radio Free Europe/Radio Liberty

GAO recommended in 1976 the consolidation
of two separate organizations, Radio Free
Europe and Radio Liberty. Since then the par-

ent corporations have merged, a number of

i

recommendations for improving the economy 114562
and efficiency were acted upon.

Radio Free Europe /Radio Liberty is funded
through the Board for International Broad-
casting. The relationship between the Board
and Radio Free Europe/Radio Liberty has been
difficult but regulations issued by the Board in
1980 should enhance their cooperation.

GAO believes that further consolidation is pos-
sible and that there is a need for improved guid-
ance for broadcast analysis. Plans to increase
broadcast geographical coverage and keep up
with technological changes may require large
amounts of money. The Congress should ask
the executive branch to prepare a study help-
ful to formulating plans for U.S. international
broadcasting in the 1980s.
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COMPTROLLER GENERAL OF THE UNITED STATES
WASHINGTON, D.C. 20348

B-173239

To the President of the Senate and the
Speaker of the House of Representatives

This report describes the efforts being made at Radio Free Europe/
Radio Liberty to achieve effectiveness and economies in fulfilling their
mission.

Suggestions are made to further improve the operations of the radios.
In addition, we recommend that the Congress request from the executive
branch a comprehensive study of U.S. international broadcasting activities.
We believe such a study is important in assisting the Congress in its delib-
erations on the radios.

We are sending copies of this report to the Director, Office of Manage-
ment and Budget; and the Chairman, Board for International Broadcasting.

) fate

troller General
of the United States







COMPTROLLER GENERAL'S IMPROVEMENTS MADE,

REPORT TO THE CONGRESS

SOME STILL

NEEDED IN MANAGEMENT OF RADIO

FREE EUROPE/RADIO LIBERTY

The labor unrest in Poland and the Soviet
Union's invasion of Afghanistan illustrate
the need to provide uncensored news to citi-
zens in closed societies. Eastern European
and Soviet Union news media gave only
limited coverage to these events, but lis-
teners received full coverage through inter-
national broadcasting.

'The U.S. Government, through the Voice of

America and Radio Free Europe/Radio Liberty,
is the largest Western international broad-
caster to Eastern Europe and the Soviet
Union.

RFE/RL, Incorporated, a private, Government-
financed organization, enables citizens of
Eastern Europe and the Soviet Union to hear
of developments in the world at large and in
their own countries.

The Government is now faced with decisions

~about improving RFE/RL's capabilities to

commence a "second generation" of broadcast
during the 1980s.. The Board for Interna-
tional Broadcasting, an independent Govern-
ment agency, receives appropriated funds
and allocates them to RFE/RL, Incorporated.
It also has certain other responsibilities
with respect to use of the funds. (See

p. 2.) -

- BROADCASTS APPEAR TO

COMPLY WITH ESTABLISHED
POLICY GUIDANCE

The Board and RFE/RL have each provided
written guidance for the broadcasts. These
were prepared in consultation with the
Department of State and are designed to pro-
mote an accurate, objective broadcast serv-
ice which avoids emotionalism, vindictive~-
ness, gratuitous value judgment, sweeping
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generalization, and so on. RFE/RL broadcasts
365 days a year in 21 languages to an esti-
mated 32 million weekly listeners in Eastern
Europe and 7.6 million in the Soviet Union.
Ensuring compliance with broadcast policy

is a major management responsibility.

(See p. 5.) ’

Officials of the Department of State, the
Board, and others believe the programs meet
the policies established for them.

RFE/RL's Broadcast Analysis Department
reviews programs for compliance with policy
guidance. It identifies "suspected" viola-
tions which are subsequently reviewed by
management to determine if in fact they were
contrary to policy guidance. For this and
other reasons, GAO concluded that management
should provide precise written guidance on
the Department's authority and responsibili-
ties, and should formulate criteria suitable
for analysts and programers to use to
improve the Department's evaluative work.
(See pp. 11 and 12.)

IMPROVEMENTS MADE IN
BROADCAST OPERATIONS

In a 1976 report GAO made several recommen-
dations, including consolidating the previ-
ously separate Radio Free Europe and Radio
Liberty operations into one. At that time
the two broadcast in 25 languages but had no
priorities for this combined operation.

(See ch. 3.)

A comparison of the relative importance of
the languages, as assessed by the Department
of State with the then-current programing
practice, revealed certain disparities in
resource allocation among the languages.
Subsequently, the Board established language
priorities and RFE/RL dropped four broadcast
languages which the Department of State had
assessed as being of marginal usefulness to
U.S. interests. (See p. 15.)
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GAO also recommended in 1976 that consolida-
tion of like functions be considered, i.e.,
programing, area and audience research, and
news., In addition, GAO recommended the
streamlining of the monitoring of foreign
broadcasts. (See p. 16.)

In programing and area and audience research,
nothing consequential has been done. Manage-
ment believes it unwise to seek consolida-
tions because of operational differences,
language differences, and other reasons. It
has consolidated news operations and this
move has worked well. The monitoring of
foreign broadcasts has been removed from the
news division and is now managed and financed
by individual language services as suggested
by GAO. (See pp. 16 to 19.)

TROUBLESOME RELATIONSHIP

The independence of RFE/RL and the oversight
responsibility of the Board have clashed
over the years. In 1976 GAO recommended
that the Board issue regulations governing
its relationship with RFE/RL as authorized
by the legislation which created the Board.
Regulations took effect early in calendar
year 1980, but management still seems
uncomfortable with the changes.

(See pp. 20 to 25.)

THE QUESTION OF RELOCATING MOST OF THE
STAFF FROM MUNICH TO THE UNITED STATES

GAO pointed out in 1976 savings available by
relocating most of the Munich operations to
the United States, but GAO was unable to
assess the significance of certain political
and psychological factors. The Congress
subseqguently called on the Board for a study
on relocation. The Board's study recom-
mended a modest relocation, about 45 to 60
positions. Funds for a transfer of about 39
positions have been included in the fiscal
year 1981 appropriation. (See pp. 25 to 28.)
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CONTINUING PROGRESS IN CONSOLIDATING
ADMINISTRATIVE ACTIVITIES AND IN
FINANCIAL MANAGEMENT

Management has made significant strides in
consolidating administrative activities. A
division was established to consolidate
financial management, budget, personnel,
security, general services, and computer
operations. Management has reduced the
number of compensation programs and unified
policies on working hours, termination
notices and severance pay, and other such
areas. (See pp. 29 and 30.)

Officials acknowledge that consolidation
efforts still have a way to go, but they say
progress is impeded by the difficulty of
negotiating with a number of employee groups.
(See p. 30.)

Management has taken steps to establish
uniform housing policies in Munich. How-
ever, it continues to provide company-
leased housing or a housing allowance to
eligible employees. 1In addition, it con-
tinues to furnish housing for "homeless
refugee" employees who have obtained
German citizenship. GAO believes that
eliminating company-furnished housing

and going to an all allowance system would
produce savings. (See pp. 30 to 34.)

GAO also presents data on the post allowance
provided to employees in Munich and comments
on the need to complete a policy and proce-
dures manual. (See pp. 34 to 40.).

In 1976 GAO recommended the adoption of uni-
form practices and procedures for accounting,
procurement, internal control, and inven-
tory valuation and control. These and other
actions have been taken. (See pp. 41 and 42.)

The 1976 report suggested that the Congress
authorize a contingency fund, to be managed
by the Office of Management and Budget,
which would be available to provide finan-
cial stability to the RFE/RL operation
during periods of foreign currency fluctu-
ations. This proposal was adopted in 1977.
(See pp. 42 to 45.) .
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NEEDC FOR A LONG-RANGE U.S.
INTERNATIONAL EROADCASTING POLICY

A long-range U.S. international broadcasting
policy would provide the essential frame-
work for the Board and RFE/RL to develop
plans for future modernization of technical
facilities and expansion of broadcasts. 1In
view of plans for increasing coverage and
improving technical facilities, all at sub-
stantial costs, a basis for long-range
planning is needed. (See ch. 6.)

RECOMMENDATIONS

GAO recommends that the Chairman of the
Board for International Broadcasting work
with the top management of RFE/RL, Incor-
porated, to strengthen the policy assessment
and program evaluation functions of the
Broadcast Analysis Department. Some areas
that should be addressed include defining
the Department's authority and responsi-
bilities, providing some autonomy for

the Department, establishing accepted
criteria and standards for assessments and
evaluations, communicating and responding to
the results of the assessments and evaluation,
and staffing. (See p. 14.)

To help promote staff development, GAO
recommends that, the Chairman of the Board
reguest from management a plan to (1) com-
plete the policy and procedures manual to
include expanded administrative and program-
ing sections; (2) devote greater attention
to employee orientation by developing a new
orientation program containing pertinent
organization materials; and (3) examine
recruitment practices and projected staff
needs over the next 10 years with an eye
toward developing a major staff rejuvenation
and recruitment program plan. (See pp. 40
and 41.)

To provide a framework for future moderniza-
tion and expansion of broadcasts, GAC
recommends that the Congress have the execu-
tive branch conduct a comprehensive review
of U.S. international broadcasting activi-
ties. The study should, among other things,
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address satellite broadcasting and other
technological advances, sharing of techni-
cal facilities, merging of separate U.S.
international broadcast organizations, and
the relationship between the Board and
RFE/RL, Incorporated. (See p. 55.)

AGENCY COMMENTS

The Board and RFE/RL management provided
comments on this report. Where appropriate,
the comments have been incorporated.

Management does not believe written guidance
for the Broadcast Analysis Department is
needed. It believes the problems discussed
in this report stem from a lack of adequate
communication to the analysts when informa-
tion is given to program supervisors. GAO
believes additional reasons account for many
of the problems and believes written guidance
should be provided. (See pp. 11 and 12.)

Management offered comment on some of the
problems in recruiting personnel but neither
agreed nor disagreed with the recommendation
to help promote staff development. (See

p. 39.) '

The Board agrees with GAO on the usefulness

of a comprehensive study of U.S. inter-
national broadcasting. (See p. 55.)
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CHAPTER 1

INTRODUCTION

Events such as the labor unrest in Poland and the Soviet
Union's invasion of Afghanistan serve to illustrate the need to
provide uncencored news to citizens in a closed society. These
events were reported in Eastern European and Soviet Union news
redia on a limited basis. Listeners received full coverage
of these events through international broadcasting. The U.S.
Government is the largest Western international broadcaster
to Lastern Europe and the Soviet Union. 1Its principal means
are the Voice of America and Radio Free Europe/Radio Liberty
(RFE/RL).

This report is about RFE/RL, the private, inderendent,
Covernment-financed organization which enables citizens of
Eastern Europe and the Soviet Union to enhance their knowledge
of developments in the world at large and in their own countries.
At this crucial period in the dialogue between the East and
West, the Government is faced with decisions in improving
RFE/RL's capabilities to commence a "second generation" of
broadcast during the 1980s.

EVOLUTION OF
RFE/RL

Radio Free Europe and Radio Liberty began in the 1950s,
when, at the recuest of the U.S. Government, the radios were
organized in response to the Soviet Union influence in Eastern
Europe. From this beginning to June 1971 the Central Intelli-
gence Agency funded both separately.

During a transition period of approximately 3 years, while
the future of RFE and RL was being debated in the Congress,
funding for both was provided through .the Department of State.
Curing this time, we issued a report 1/ which included an
analysis of public funds previously spent by RFE and RL, and
suggested consolidation of certain administrative and technical
functions.

About the same time, a Presidential Study Commission on
International Radio Broadcasting, under the Chairmanship of
Dr. Milton S. Eisenhower, evaluated the need and examined
various alternatives for funding and providing oversight of

1/"0U.S. Covernment Monies Provided to Radio Free Europe and

Radio Liberty" (B-173239, May 25, 1972).



Radio Free Europe and Radio Liberty. Based in part on the
Commission's recommendations, the Congress enacted the Board
for International Broadcasting Act of 1973 (Public Law 93-129)
which created the Board for International Broadcasting (BIB)
as a means of continuing Government funding of RFE/RL.

The BIB was established as an independent Government
agency to receive appropriated funds and to allocate them to
RFE/RL. The act authorized the BIB to, among other things,
(1) make grants to RFE/RL, (2) review and evaluate the mission
and operations of RFE/RL to ensure proper accountability of
public funds, (3) develop and aprly evaluative procedures to
assure that grants are applied in a manner not inconsistent
with the broad foreign policy objectives of the United States,
and (4) develop regulations to carry out its functions.

In October 1976, the parent corporations of Radio Free
Europe and Radio Liberty were merged into a single new cor-
poration, RFE/RL, Incorporated, with a single board of directors.
RFE/RL's headgquarters are in Munich, Germany, the site of its
large programing operation. RFE/RL maintains an office in
Washington, D.C., where various management and special pro-
graming functions are performed. RFE/RL also has a small pro-
greming center in New York City. RFE/RL has transmitter sites
in Spain, Portugal, and Germany and news bureaus in various Euro-
pean cities.

From 1949 through fiscal year 1980, U.S. Government fund-
ing totaled about $1 billion. For fiscal year 1980, the
Congress appropriated $84.5 million for RFE/RL and BIB.

RFE/RL broadcasts 1,017 hours weekly in 21 languages of
Eastern Europe and the Soviet Union. 1/ It has a staff of
about 1,700 and a typical daily audience of 14 million listen-
ers. RFE broadcasts are beamed to Poland, Romania, Czechoslo-
vakia, Hungary, and Bulgaria. RL broadcasts are directed to
the Soviet Union in 15 different languages. RFE/RL broadcasts
by shortwave to an aggregate population of more than 335 million
people. Each week these broadcasts reach over 32 million East
Europeans and about 7.6 million Soviet citizens.

1/East European languages include Bulgarian, Czech/Slovak,
Hungarian, Polish, and Romanian. Soviet languages include
Russian, Armenian, Azeri, Belorussian, Estonian, Georgian,
Kirghiz, Kazak, Latvian, Lithuanian, Tajik, Tatar-Bashkir,
Turkmen, Ukrainian, and Uzbek.



OBJECTIVES, SCOPE, AND METHODOLOGY

OQur review included:

--A followup on our report on "Suggestions to Improve Man-
agement of Radio Free Europe/Radio Liberty" (IC-76-55,
dated June 25, 1976) which contained recommendations to
improve the relationship between RFE/RL and the Government
oversight agency, reorganize and relocate RFE/RL, improve
personnel compensation and benefits practices, promote addi-
tional economies and stabilize RFE/RL's approved program
level during periods of wide fluctuation in foreign ex-
change rates,

--A test of RFE/RL and BIB controls over program content to
ensure compliance with the "Mission of Radio Free Europe
and Radio Liberty Broadcasts" and "RFE/RL Program Policy
Guidelines."

--An examination of specific guestions regquested in a letter
to us dated December 20, 1979, from the Chairwoman of the
Subcommittee on Immigration, Refugees, and International
Law, House Committee on the Judiciary, concerning the
relationship of BIR and RFE/RL.

--An examination in detail of the relative costs of
employee housing allowances and company-leased
housing, and an analysis of the cost-of-living
adjustments currently provided by RFE/RL as compared
to the allowances provided by the State Depaertment
and other U.S. Government agencies in Western
Europe. This work was based on language in the
report of the House Committee on Appropriations on
Departments of State, Justice, and Commerce, The
Judiciary, and Related Agencies Appropriation Bill,
Fiscal Year 1981, which requested that we prepare
a detailed analysis of the two areas.

Our detailed work was performed at the RFE/RL's offices
in Munich, New York, and Washington, and BIB's office in
Washington. Work at these locations consisted of interview-
ing RFE/RL and BIB officials and reviewing records pertaining
to financial and administrative management, program development
and evaluation, and technical modernization.

We reviewed reports by and held discussions with the cer-
tified public accounting firm representatives commissioned by
BIE to perform financial audits and various management studies



of PFE/RL. We also reviewed various program evaluations
commissioned by EIB.

We held talks with Department of State officials in Wash-
ington and Munich regarding such areas as relocation, the Depart-
ment's assessment of RFE/RL broadcasts, political problems that
come about as the result of RFE/RL broadcasts, and policy guid-
ance provided to BIR.

Our detailed audit work covered the period from 1976 to the
present. Our primary interest dealt with existing conditions

and the prospects for the future.

AGENCY COMMENTS

The BIE and RFE/RL provided comments on this report. Many
of them were clarifying and amplifying remarks. Where appro-
priate, the comments of BIEB and RFE/RL have been incorporated.



CHAPTER 2

BEROADCAST CCNTROLS

RFE/RL broadcasts 146 hours a day with originel programing
of 54 hours a day. It is the responsibility of both RFE/RL
management and the Eoard for International Broadcasting to en-
sure that the broadcests are consistent with RFE/RL's mission.

The responsibilities for broadcast controls can be found
in the Poard for International Broadcasting Act of 1973, és
amended, which established the Board in order to continue U.S.
Government funding of RFE/FEL. In its preamble the act states
that:

"% * * the continuation of RFE/RL, Incorporated, as an
independent broadcast media, operating in a manner

not inconsistent with the broad foreign policy ob-
jectives of the United States and in accordance with
high professional standards, is in the national
interest * * *x "

The act authorizes the BIR:

" % k * to review and evaluate the mission and
operation of RFE/RL, Incorporated, and to assess

the guality, effectiveness and professional integrity
of its broadcasting within the context of the broad
foreign policy objectives of the United States.

"x * * to develop and apply such evaluative procedures
as the Board may determine are necessary to assure that
grants are applied in a manner not inconsistent with
broad foreign policy objectives of the United States
Government * * * !

In this chapter we highlight the written broadcast
policy documents, refer to the daily process through which
decisions are made on how to handle the day's news stories,
and discuss some of the methods used by RFE/RL and BIE to
ensure compliance with broadcast policy.

FROGRAM POLICY

The two basic documents that provide guidence for broad-
casts are the RFE/RL Mission Statement prepared by BIB and
the Program Policy Guidelines prepared by RFE/RL. Both docu-
ments were prepared in 1976 in consultation with the Depart-
ment of State. These documents are used by all parties as
the basis for program guidance and evaluation.



Policy guidelines

Here are some relevant excerpts from RFE/RL's program
policy guidelines:

--"* % * principal criterion for selection of broadcast
materials is the relevance of the information to the
needs and interest of the audience [and its contribution]
to the listener's knowledge of significant developments
and trends in and affecting his own area."

--"Accuracy and objectivity are essential * * *,

--"In reporting on open societies, RFE and RL programs
should reflect their problems and setbacks as well as
achievements, * * *"

--"Programming on the [target country] domestic affairs
* * * concentrates on keeping listeners informed of
important developments * * * which are unpublicized,
distorted or inadequately discussed by [the target
country] official media. * * * Comments on domestic
affairs should be constructive, calm and reasoned and
deal with important issues, directed toward clarifica-
tion of specific problems. C(ritical comment on govern-
mental policies or practices in the area should be
based on solid knowledge of the facts involved and
expressed in responsible fashion. * * *"

--"* * * Historical events should be approached in a
critical as well as tolerant spirit, avoiding chau-
vinistic or sectarian bias. Historical and cultural
programs should be chosen for their relevance to the































































































































































